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Marketing planning: Operationalising the market
orientation strategy
Mehdi Taghian, Deakin University, Australia
Abstract Despite strong empirical validation of the relationship between market
orientation and business performance, the literature is inconclusive on the
implementation of the strategy. This paper reviews the implementation of market
orientation, and investigates the associations between market orientation and
marketing planning and their associations with business performance. A survey
of 216 Australian larger business organisations was conducted to find evidence of
these relationships. The results highlight a close association between market
orientation and marketing planning, with virtually the same level of association
between them, and the business performance measures used. This evidence
suggests that they arguably represent the same domain. The results suggest
that marketing practitioners may use the marketing planning technique as an
intangible productive resource to operationalise the market orientation strategy,
and use it to design a specific style andmagnitude ofmarket orientation suitable for
an organisation.
Keywords Australia; business performance; market orientation; marketing
planning; resource-based view of the firm
Introduction
The literature on market orientation is rich with studies that further explore,
readdress, revalidate, and expand the strategy. The implementation of the strategy,
however, has not been given the same level of interest. The existing key contributions
on the implementation of the strategy concentrate on creating suitable antecedent
conditions for the strategy to be instigated, implemented, and maintained. The two
major market orientation schools, behavioural and cultural, consider the
transformation of an organisation to a market-oriented character through an orderly
change process; that is, creating the ideal antecedents to a market orientation and the
establishment of organisational cultural values that in time will support the strategy
and in a way that the strategy will maintain itself.
It appears that these organisational change procedures neglect the process of
unlearning existing detrimental organisational behaviour. These behaviours need to
be eradicated prior to adopting positive, culturally driven, market-oriented behaviour.
Furthermore, there is no clear indication of how these cultural values can be
instilled, monitored, and controlled within the organisation. There is no clear and
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conclusive evidence of the extent to which these values need to be established and if
they would be relevant to various business and market conditions.
Implementing the market orientation strategy
The behavioural school of market orientation states that certain conditions need to
exist in order to generate the right environment for a market orientation to become
possible in an organisation. Those conditions include: (1) top management’s
commitment to a market orientation, (2) risk aversion of top managers, (3)
interdepartmental conflict and connectedness, (4) centralisation, (5) reward system
orientation, (6) employees’ commitment to the organisation, and (7) esprit de corps
(Kohli & Jaworski, 1990; Kohli, Jaworski, & Kumar, 1993).
The cultural school of market orientation states that market orientation is an
organisational dominant culture that supports continuous creation of customer
value (Narver & Slater, 1990). The main characteristics and distinct cultural values
associated with market orientation include: (1) clarity of the value discipline (Treacy
&Wiersema, 1995) and its value proposition (Webster, 1994); (2) leading customers,
not merely following them (Hamel & Prahalad, 1994); (3) considering the business as
a service business (Webster, 1994); and (4) managing the business for, and in terms of,
its key customers and employees (Reichheld & Sasser, 1990).
The issue is how those fundamental cultural values may be established in an
organisation (Narver, Slater, & Tietje, 1998). The suggestion is that since culture is a
pattern of assumptions based on experience (Schein, 1983), and that only the values
that solve group problems will survive, the creation of a market orientation culture
needs to include a structured, comprehensive, and sustained program of training
(Narver et al., 1998). The training program would incorporate organisational
indoctrination through conceptual and experiential learning in order to establish
knowledge (Bogner & Bansal, 2007), habit, and commitment to the continuous
creation of customer value. The driving force would be that market orientation is a
strategy that helps the organisation to deliver its fundamental responsibility;
sustainable value creation for its stakeholders. This comprehensive organisational
transformation program acknowledges and emphasises, in line with Jaworski and
Kohli (1993), the important role of top management’s leadership to provide the
deliberate role modelling, measuring and controlling the training process, reacting
to critical incidents, and managing crises. Top management can instigate the training
process by adopting strategies aimed at achieving certain learning, using cross-
functional processes and continuous customers’ need assessment (Deshpande &
Farley, 1998). Thus the recommendation is to gain organisational commitment to
the core cultural value of continuous creation of customer value, and then to develop
the resources needed to motivate the implementation of this core value. It is a
deliberate and planned, rather than an emergent, transformation. The emphasis is
on outcomes and continuous improvement incorporating active, results-driven
programs through problem solving. Since change is about learning, learning is the
key to creating a market orientation.
Another key contribution within the cultural transformation doctrine suggests an
orderly and distinct four-stage process (Gebhardt, Carpenter, & Sherry, 2006). Those
stages include: (1) initiation, (2) reconstitution, (3) institutionalisation, and (4)
maintenance.
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Identification and eradication of poor organisational behaviour needs to be
addressed before the affirmative cultural values required in support of market
orientation can be adopted and implemented.
Furthermore, there is no clear indication of how these values can be instilled,
monitored, and controlled within the organisation. There is no evidence of the
extent to which these values need to be established and if they would be relevant to
various business and market conditions.
In addition, given that culture is resistant to change (Deshpande &Webster, 1989),
it is difficult to change and manage (Pulendran, Speed, & Widing, 2003). Therefore,
the cultural change initiative program needs to be a leadership-driven, long-term, and
progressive organisational transformation (Kotter, 1995) for it to become successful.
Aside from the issue of how to create a market orientation culture and implement it,
there exist areas of ambiguity in relation to the universality of its application. Numerous
studies generally validate the link between market orientation and various business
performance measures, and identify the role of certain environmental moderators that
can influence this link (Dawes, 2000; Ellis, 2006; Greenley, 1995; Kirca, Jayachandran,
& Bearden, 2005; Narver & Slater, 1990; Pelham, 1997). Some studies show no link
between market orientation and business performance (Au & Tse, 1995; Dawes, 2000;
Tse, 1998). Indeed, environmental factors may alter the nature of market orientation
itself (Dobscha, Mentzer, & Littlefield, 1994), rather than simply acting as moderators
of the link betweenmarket orientation and business performance. Furthermore, in some
cases, market orientation may not even be advantageous; for instance, in highly
turbulent markets, in conditions of lower customer power or high technological
change (Greenley, 1995). At the same time, the managerial value of market
orientation is influenced by contextual moderators, including cultural variations,
market size, economic development, and characteristics of the country in which a
company operates (Ellis, 2005, 2006). Therefore, the need for and benefits of market
orientation may be subject to various conditional and environmental dynamics.
While the need for and effective application of market orientation is conditional,
the marketing planning technique may provide a facility to translate the concept of
market orientation to action, and tailor its framework into a proper implementation
program. Marketing plans are conceptually prepared in line with specific internal
capabilities and external market conditions facing the company. Additionally,
marketing plans are prepared to support the organisational objectives, and are
prepared to facilitate systematically the measurement of specific objectives set by
management.
Market orientation and marketing planning are related but distinct (Pulendran &
Speed, 1996). Indeed, market orientation is a strategy, and marketing planning is a
process and a technique that may be used to implement the strategy. The marketing
planning technique is used for providing a consistent and coherent implementation
program with clear time-related quantifiable objective(s). Marketing planning is
constructed on the foundation of a thorough assessment of the internal and external
environments. It addresses marketing-related issues within the overall organisational
operational dynamics. As such, the marketing plan is, theoretically, prepared to
consider broader organisational issues to ensure the objectives of the plan are
supported and assisted internally. The internal environmental assessment may
identify the broader organisational and strategic issues that may be classified as
either weaknesses or strengths. Consequent to this assessment, the marketing
planners may instigate the appropriate strategies and detailed action programs that
will support and facilitate the achievement of the plan’s objectives. It also provides for
Taghian Operationalising the market orientation strategy 827
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the progressive monitoring of the program and the necessary corrective actions.
Marketing planning as a technique has the benefit of universality and can be applied
to all marketing situations globally.
Additionally, market orientation is part of an organisation’s belief system, and
marketing planning is a technique characterised by a set of activities, which can be
used to implement the market orientation value system (Pulendran, Speed, & Widing,
2000, 2003). Market orientation provides focus and purpose to the preparation of
marketing plans and improves the quality of planning. Marketing planning is a value-
neutral tool, andmarket orientation gives it direction and value (Pulendran et al., 2003).
The benefits of the formal marketing planning are expected to be included in the
nature of the planning process itself (Smith, 2003); that is, the creation of coherence in
the purpose and direction of the organisation, which results in the achievement of the
objectives of the organisation and, ultimately, business performance.
Furthermore, the marketing planning process engages the organisation in adopting
a disciplined approach to orderly and purposeful management. This requires a
periodic revision of the market situation and the organisation’s progress status, as
well as an attempt to understand the reasons for the results. The planning process also
involves, directly or indirectly, key organisational personnel and decision makers, and
motivation of inter-functional understanding and cooperation (Landry, Amara,
Pablos-Mendes, Shademani, & Gold, 2006; Wooldridge & Floyd, 1990).
Marketing planning can play a key role in identifying the types of environmental
intelligence required (intelligence generation), involving all the key contributors to the
decision-making positions in the organisation. It does this through participation by
those key contributors, utilisation of the intelligence gathered (dissemination of
intelligence), and use of the insight gained from this to respond effectively to the
market dynamics (organisational response). It arguably converts the activities related
to themarket orientation strategy into a practical, quantifiable, progress-oriented, and
potentially controllable roadmap.
There have also been suggestions that marketing planning provides greater benefits if
it is used as an antecedent to amarket orientation strategy (Pulendran et al., 2000, 2003).
It has been suggested that company growth and anticipated growth potential may
increase the motivation for a company to formalise its marketing planning, while some
smaller companies may be able to conduct business successfully without the need for a
formal planning process (Chae & Hill, 2000). Additionally, a formal marketing
planning process may potentially result in improvement in a better quality plan
through setting standards, preparation for planning, employees’ involvement, and
skills gained in planning due to periodic practice.
The marketing planning technique is arguably used to match the internal
productive resources (capabilities) of the organisation to correspond with the
existing and emerging environmental operating conditions (McDonald, 2007). The
plan’s specific objectives, strategies, and action programs are creatively designed in
line with the resources and their effectiveness.
Theoretical framework – Resource-based view of the firm
The resource-based view of the firm (RBV) suggests that for an organisation to achieve
its objectives, it needs to structure its internal capabilities to the external environment.
The appropriate mix of productive resources may enable the firm to operate
828 Journal of Marketing Management, Volume 26
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effectively within the specific target market of choice and for the specific type and
magnitude of value (objectives) it is aiming to create. It needs to develop its unique and
sustainable competitive advantage (Day &Nedungadi, 1994; Porter, 1980). This view
of the firm also suggests that an organisation can gain and sustain competitive
advantage by developing valuable resources and capabilities that are relatively
inelastic in supply (Ray, Barney, & Muhanna, 2004). The key internal intangible
resources and the external market conditions may be used as a framework to
investigate the development of this unique strategy dimension. The distinctive
combination of the resources can provide some assistance in identifying the
potential of the organisation to focus on and achieve its objectives (Barney, 2001).
The theory suggests that the right mix of resources needs to be developed andmanaged
for the specific category of business performance intended.
These resources will be identified as being valuable (providing the ability to
conceive and implement strategies that improve the organisation’s effectiveness and
efficiency), rare (not possessed by competing firms), imperfectly imitable (relatively
unique), and non-substitutable (no other equivalent valuable resources ‘mix’ available
within the firm). The dynamic capability perspective of resources indicates that
capabilities need to be evolved and recreated progressively to allow a firm to stand
clear of competition (imitators) over time (Diericks & Cool, 1991; Teece, Pisano, &
Shuen, 1997). Through progressive and incremental innovation in the nature, extent,
and direction of the intangible resources, it may be possible to protect initiatives and
create a combination and configuration that maintains their relative sustainability over
time. Ultimately, the capability configuration approach requires a firm to remain
original and creative, rather than an imitator, in creating a sustainable competitive
advantage.
The dynamic capability perspective (Teece et al., 1997) calls for ‘the ability to
integrate, build, and reconfigure internal and external competencies to address
rapidly changing environments’ (p. 516). The dynamic resources can be used by a
firm to instigate adjustments to its resource mix and thereby maintain sustainability of
the firm’s competitive advantage.
There appears to be no single or specific number or combination of various
resources that can be considered as the ideal resources mix. However, those that
generate the direction and provide the framework for corporate action may, through
their core function, become fundamental resources in identifying and mobilising other
operational resources, including tangible resources, into action.
Both market orientation strategy and marketing planning technique, because of
their core functions, can be characterised as key intangible resources of an
organisation. Market orientation is culturally based, implanted in an organisation
through establishing a cultural value system to create superior value for customers
continuously. The marketing planning process represents the organisation’s
considered effort to understand its current capabilities, anticipate the changes in the
market dynamics over the plan period, design specific objectives that are assessed to be
achievable, devise operational strategies, and provide a detailed course of action
structured to assist with the achievement of those objectives (Chae & Hill, 2000).
Therefore, marketing planning potentially incorporates the organisation’s assessment
of key opportunities and challenges in the market, as well as its commitment to exploit
those possibilities. It may therefore facilitate the long-term provision of superior value
to the customer and the achievement of a sustainable competitive advantage in the
market (McDonald, 1996a, 1996b).
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Therefore, market orientation strategy and marketing planning processes as core
intangible resources can be expected to provide an understanding of the characteristics
of most other resources that need to be utilised in the conduct of the business. At the
same time, since marketing objectives are potentially designed to support and facilitate
the achievement of other key organisational objectives, it is expected that marketing
planning will contribute to, and be associated with, non-marketing business
performance, as well as marketing performance indicators (M. Wilson &
McDonald, 1994). Therefore, it may be suggested that marketing planning could be
used as a tool in operationalising the market orientation strategy.
Propositions
From the above review of the literature surrounding market orientation strategy and
marketing planning technique within the RBV, the following propositions emerge:
P1a: Market orientation is positively associated with (perceived) change in market
share.
P1b: Market orientation is positively associated with (perceived) change in the overall
financial performance.
P2a: Marketing planning is positively associated with (perceived) change in market
share.
P2b: Marketing planning is positively associated with (perceived) change in the overall
financial performance.
P3: Market orientation is positively associated with marketing planning. Higher scores
of market orientation correlate with higher scores of marketing planning.
Method
A mail survey was designed and administered to test the research propositions. Studies
that use only a qualitative research design (in-depth interviews, case studies, etc.) aim to
address the marketing planning process in conceptual developments. The use of both a
mail survey and a structured questionnaire in this study was intended to provide
empirical evidence of the associations propositioned and to gain the statistical power
needed in the analysis of the results. The use of a research questionnaire has been
successfully used by other researchers in marketing planning and market orientation
studies (Philips, 1996; Pulendran& Speed, 1996; Pulendran et al., 2000). Additionally,
a mail survey can provide the benefits of wide reach, low distribution bias, and no
interviewer bias, as well as time and cost savings (Sittimalakorn & Hart, 2004).
The questionnaire for this study was developed as part of a larger marketing
research project. The research instrument was drafted using MARKOR for market
orientation (Kohli et al., 1993). In the absence of an existing instrument used by other
researchers, the questions on marketing planning were developed using various
sources as a basis, including a series of personal interviews with a number of senior
marketing managers familiar with and participating in formal marketing planning,
review of the marketing planning literature, and personal experience in corporate
830 Journal of Marketing Management, Volume 26
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marketing planning. The questions developed were modified through a two-stage
pretest process. The first stage included a review by peers (marketing academics) and
senior marketing practitioners. The feedback from the first-stage reviews
recommended alteration, addition, and deletion of some questions. The modified
version of the research instrument was retested and confirmed as suitable. The
resulting instrument included items for marketing planning in respect of planning
processes, information sources used, management’s decision-making characteristics,
the components of market orientation, and the (perceived) business performance
measures. All measurements were subjective assessments by the respondents using a
seven-point Likert-type scale (Wrenn, 1997) and other response formats.
The unit of analysis in this study was the strategic business unit (SBU). The key
contacts at the SBUs were selected as the chief executive officers. The decision was
made to invite the cooperation of the top manager by nominating and authorising the
most appropriate (senior) marketing executive within the organisation to provide the
information requested.
The respondents were asked to think about both market orientation and marketing
planning for the whole organisation (SBU), within their area of responsibility. The
decision was made to ensure that the respondents have organisational focus,
responsibility and accountability in the management of the business, as well as
knowledge, insight, and involvement with all aspects of the models being
investigated. Those aspects included, among other things, the functions of preparing
and implementing both the strategic and annual marketing planning, and being in a
position to be involved with and have influence on establishing a market orientation
strategy. This therefore identified the respondent as the senior marketing person
within the SBU. The senior marketing executive is organisationally positioned to be
directly involved in all the internal and external issues related to the marketing
function, and is expected to be directly consulted or kept informed on other
decisions that would have an impact on business performance. Consequently, the
data collected would come from an informed single source.
The sample frame used was Dun&Bradstreet’s Australian business database, which
included 22,500 businesses. The sample selection was based on the largest companies
in the database, in terms of their reported revenue, in both the manufacturing and
services sectors. The assumption was that these companies had a greater likelihood of
practising more ‘professional’ marketing. Of these companies, the largest 1440
companies were sent questionnaires with a personally addressed letter to the chief
executive requesting that the questionnaire be completed by the senior marketing
person. The mail-out included an incentive with 1000 of the questionnaires consisting
of a $2 Scratch and Reveal lottery ticket. Complete anonymity was guaranteed as no
traceable identification was requested on the document. The returned useable
questionnaires totalled 216, constituting a response rate of 16%. A comparison
between the outgoing sample profile and the returned questionnaires indicated no
significant non-response bias or incentive effect.
The data were analysed using both descriptive measures and confirmatory factor
analysis (Table 1). All measurements were tested separately for internal consistency
reliability (Cronbach’s a) and predictive validity (Table 2). The correlation matrix
supported the predictive validity of the factors contributing to market orientation and
marketing planning variables separately, as indicated by the strong and moderate
correlations between them. All latent variables in each model were tested for
unidimensionality. The correlations between the components of each model were
less than .60 (Table 3). All latent variables were calculated using single factor
Taghian Operationalising the market orientation strategy 831
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loadings representing the observed variables contributing to them (Deng & Dart,
1994). The discriminant validity of the two models was confirmed by the lack of
strong correlation between the components of both models.
The market orientation model (Figure 1) was constructed based on Kohli and
Jaworski’s (1990) interpretation of it, incorporating intelligence generation,
intelligence dissemination, and organisational responsiveness. Marketing planning
(Figure 2) was modelled using the outcomes of personal interviews with the panel of
experts. Three distinct areas in marketing planning were identified as being
Table 1 Confirmatory factor analysis.
Construct Loading t value
Market orientation (a ¼ .80, CR ¼ .83, AVE ¼ .72)
Intelligence generation (a ¼ .70, CR ¼ .75, AVE ¼ .73)
Business objectives are driven by customer satisfaction .72 5.66
Measure customer satisfaction systematically .57 5.17
Successful because of our consistent regard for customers .77 5.77
Periodically review changes in business environment .44 5.77
Intelligence dissemination (a ¼ .68, CR ¼ .73, AVE ¼ .72)
Market information is analysed and distributed quickly .42 5.32
There is a spirit of cooperation .75 5.32
Use a ‘think tank’ to solve marketing problems .51 6.33
Everybody knows what is going on .72 8.14
Organisational responsiveness (a ¼ .61, CR ¼ .68, AVE ¼ .68)
Departments get together periodically to plan a response to
changes in the business environment
.66 5.47
Respond to competitors’ campaigns immediately .44 4.42
Prepare for customers’ future needs .50 5.47
Sales people’s performance measured on customer relationship .47 4.63
Marketing planning (a ¼ .86, CR ¼ .90, AVE ¼ .79)
Process (a ¼ .85, CR ¼ .88, AVE ¼ .83)
Formal marketing planning process .78 10.56
Staff are trained and experienced in marketing planning .71 10.56
Usually prepare a marketing plan .88 11.63
Different marketing plans for different market segments .68 9.34
Information (a ¼ .70, CR ¼ .75, AVE ¼ .73)
Planning is important .58 6.85
Harmony between objectives of strategic and annual plans .75 7.60
Usually have all the information needed for planning .50 5.84
Input of all employees is encouraged .63 6.84
Decision (a ¼ .79, CR ¼ .83, AVE ¼ .79)
Encourage risk taking .55 7.43
Managers’ decision-making jurisdictions are clear .71 8.72
The decision-making process is proactive .83 10.88
The decision-making process is quick .77 10.25
a ¼ Cronbach’s alpha; CR ¼ composite reliability; AVE ¼ average variance extracted.
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fundamental in the quality of marketing planning: the process of planning;
information used, existing or collected, on which basis plans are prepared; and the
decision-making style of the management. The decision-making style was also
considered influential in the speed and character of decisions on the progressive
reaction to the market dynamics as they emerge and in the implementation of the
tactical action program of the marketing plan.
AMOS structural equation modelling was used to estimate the multiple groups’
‘causal’ relationships between the measures of market orientation (Figure 1) and
marketing planning (Figure 2). The testing of the propositions required, in part, the
comparison of the associations between market orientation and marketing planning,
and the (perceived) business performance indicators.
The (perceived) business performance indicators used in this study were selected to
assess the direction of any change in business performance, rather than specific levels
of business performance. They include: (1) a measure that reflects predominantly the
influence of marketing decisions, that is, change in market share, and (2) change in the
overall financial performance of the organisation, representing the results of the entire
organisation’s activities. This choice was made to enable a comparison between a
marketing and non-marketing performance indicator of the likely benefits of the
Table 2 Descriptive statistics for latent variables in market orientation and marketing
planning models.
Construct Grand mean Mean SD Cronbach’s a
Market orientation 4.79 57.49 9.30 .80
Intelligence generation 5.05 20.19 3.93 .70
Intelligence dissemination 4.63 18.51 3.81 .68
Organisational responsiveness 4.70 18.79 4.04 .61
Marketing planning 4.8 57.56 10.69 .86
Process 4.81 19.25 5.16 .85
Information 4.99 19.96 3.66 .70
Decisions 4.59 18.35 4.41 .79
Table 3 Correlation between the components of market orientation and marketing
planning.
Construct 1 2 3 4 5 6
Marketing planning
Process
Information .57**
Decisions .36** .52**
Market orientation
Intelligence generation 42** .48** 50**
Intelligence dissemination 42** .65** 61** 49**
Organisational responsiveness 34** .35** 26** 42** 36**
Mean 4.81 4.99 4.59 5.05 4.63 4.70
SD 1.56 1.27 1.41 1.37 1.35 1.49
**Significant at the .01 level.
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Figure 1 Market orientation model.
Note: The fit statistics indicate an acceptable model (w2 ¼ 139.74, df ¼ 71, Bollen-Stine
p> .01, CMIN/df¼ 1.97, RMR¼ .14, GFI¼ .92, AGFI¼ .88, CFI¼ .89, TLI¼ .86, RMSEA¼
.07). *Significant at the .05 level.
Intelligence
Generation
Organisational
Responsiveness
Intelligence
Dissemination
Market
Orientation
Market Share
Financial
Performance
.86*
.43*
– 0.18
.53*
0.31*
Figure 2 Marketing planningmodel. The fit statistics indicate an acceptable model (w2¼
145.73, df ¼ 73, Bollen-Stine p> .01, CMIN/df ¼ 2.00, RMR ¼ .13, GFI ¼ .91, AGFI ¼ .87,
CFI ¼ .93, TLI ¼ .92, RMSEA ¼ .07). **Significant at the .01 level.
Marketing
Planning
Market Share
Financial
Performance
.44**
.79**
Process
Information
Decisions
.50**
.67**
– .52**
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market orientation and marketing planning. Therefore, the (perceived) business
performance measures used in the study reflect effectiveness and adaptiveness. They
also indicate the ability of the organisation to respond to environmental change
(Homburg, Krohmer, & Workman, 1999).
Market share refers to the percentage of the overall volume of business in a specific
target market that is controlled by a company. This definition holds for any market, as
defined by the respondent, that the organisation considers as its primary market for
business activities. Themarket orientation score for that organisation is also in relation
to the operation in that market, as defined by the respondent.
Results and discussion
In order to test P1a and P1b, the estimates of the model of market orientation were
used (Figure 1). The results indicated a strong association between market orientation
and the two performance indicators used in the study – the (perceived) change in
market share (r¼ .86, p< .05) and the (perceived) change in the overall organisational
performance (r ¼ .43, <.05) (Table 4). Therefore, P1a and P1b were supported.
To test P2a and P2b, the estimates of the model of marketing planning were used
(Figure 2). The results showed a strong association between marketing planning and
the two performance indicators used in the study – the (perceived) change in market
share (r ¼ .79, p < .01) and the (perceived) change in the overall organisational
performance (Table 4). Therefore, P2a and P2b were supported.
In both models – market orientation and marketing planning – the association with
the (perceived) change in market share was stronger than the (perceived) change in the
overall financial performance, which was influenced by other organisational functions
in addition to marketing initiatives. This result may suggest that market orientation
and marketing planning, as they are modelled in this study, are not equally as
influential on the overall organisational financial performance as they are on a
marketing performance measure, market share. Importantly, the results of the two
models showed almost the same magnitude of association with both measures of
Table 4 Estimates of associations for market orientation and marketing planning
models.
Market orientation model Standardised estimate
Intelligence generation! Market orientation .31*
Intelligence dissemination! Market orientation .18
Organisational responsiveness! Market orientation .53*
Market orientation! Market share .86*
Market orientation! Overall financial performance .43*
Market planning model Standardised estimate
Process! Marketing planning .67**
Information! Marketing planning .52**
Decisions! Marketing planning .50**
Marketing planning! Market share .79**
Marketing planning! Overall financial performance .44**
*Significant at the .05 level; **significant at the .01 level.
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(perceived) performance, indicating that perhaps they have relatively the same
predictability characteristics or that they are more or less the same.
To test P3, the latent variables of market orientation (Figure 1) and marketing
planning (Figure 2) were correlated to assess their association. The result indicated a
strong association between the two variables (r ¼ .71, p < .01). Therefore, it may be
suggested that those companies that prepare marketing plans also appear to be market
oriented. This is consistent with an explanation that, since the preparation of the
marketing plan requires the gathering of the appropriate information on consumers,
competitors, and other influential internal and external environmental factors, and its
assessment in terms of the future anticipated market changes, it also follows the
requirements of being market oriented; that is, the intelligence collected is shared
with the key decision makers participating in the planning process, and the decisions
are made in anticipation of the accuracy of those future happenings. Therefore, it may
be suggested that the two models share substantial characteristics in terms of their
market focus and structured reaction to market dynamics.
It needs to be indicated that the association between the market orientation and
marketing planning variables was anticipated. However, the similarity of associations
between each construct and the (perceived) business performance indicators were not
anticipated and are considered to be very important.
Additionally, in order to investigate the benefits of ‘formal’ marketing planning, the
variable of formal marketing planning was correlated with both measures of
(perceived) business. The results showed that there is a positive association between
formalmarketing planning and the (perceived) market share performance (r¼ .34, p<
.01); that is, the higher levels of formal marketing planning associate with higher levels
of market share achieved. It needs to be noted that formal marketing planning was not
correlated with the overall financial performance. In line with the previous suggestion
that marketing planning can be considered as the implementation technique of market
orientation, it may then also be possible to suggest that market orientation needs to be
formally structured within the organisation for it to be more effectively instigated and
controlled.
The results also indicated that there is a difference between those organisations that
formally prepare marketing plans and those that do not with regard to the (perceived)
market share performance measure, t(100) ¼ 4.4, p < .01. Those companies that
adopt a formal marketing planning process demonstrated higher (perceived)
performance levels than those that do not. However, there was no difference in the
users and non-users of formal marketing planning with regard to the (perceived)
overall financial performance.
About 52% of the respondents indicated that they use a formal marketing planning
process. However, of those who reported that they have no formal marketing
planning, 46% still indicated that they usually prepare a marketing plan.
Implications
The results of this study highlight a close association between market orientation and
marketing planning, and virtually the same level of association between them and the
(perceived) business performance measures used. This evidence may suggest that they
arguably represent the same domain, and therefore are related to the extent of being
two aspects of the same phenomenon. That is, it may be suggested that market
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orientation is the driving strategy and marketing planning is the technique of
implementing it in a formal and structured format.
At the same time, considering that a marketing plan is prepared by the marketing
department in support of the key organisational objectives, it was expected that
marketing planning would be related to the overall financial performance as strongly
as it is with the market share measure performance. That appears not to be the case
with either marketing planning or market orientation models. Therefore, it may be
suggested that market orientation strategy and its implementation tool, marketing
planning, are not necessarily perceived to be contributing appropriately to the
achievement of the overall financial performance.
The implication of the findings of this study is that management needs to consider
marketing planning as a method to be used in operationalising the market orientation
strategy. The marketing planning needs to be practised formally and periodically to be
more useful. It arguably needs to incorporate both a top-down and bottom-up
structure to incorporate the participation and involvement of the talents, skills, and
support of all key managers and their supporting staff. The formal marketing planning
practice arguably encourages a thorough market review, consumers and competitor
review, and a search for appropriate intelligence sources from which reliable
intelligence may be gathered, analysed, and disseminated to make informed
decisions and organisational responsiveness possible.
Market orientation strategy implies or requires a progressive and continuous
process of intelligence generation and management and organisational response
mechanism to market dynamics. However, marketing planning, in comparison,
implies an evolving market condition within the expected, assumed, and anticipated
range. This diversity of character should be addressed for marketing planning to
become a more useful tool.
The current practice of marketing planning in many organisations has already
changed to allow for a shorter time frame. However, the marketing plan provides a
predetermined strategic framework to conduct the marketing activities, while the
continuous intelligence gathering verifies or modifies the assumptions made in the
marketing planning process. Therefore, a more flexible marketing planning procedure
may need to be devised and used as a method of progressive and incremental planning
and replanning structure (H.N. Wilson &McDonald, 2001) to implement the market
orientation strategy better.
The implication of the results of this study for academic researchers is that they can
contribute by paying more attention to the implementation technique issues of the
market orientation strategy, such as the use of the marketing planning procedures, in
addition to investigating further other strategic issues in the market orientation
concept. This study suggests that the fundamentals of the market orientation
strategy in action are covered and realised through the requirements of the
marketing planning procedures.
Limitations
The findings of this research need to be used cautiously as some limitations may be
influencing, to some extent, their generalisation. These limitations include issues
related to sampling, response rate, choice of respondent, and the measures of
(perceived) business performance used. In the absence of an Australian national
register of companies, the Dun & Bradstreet database of Australian businesses was
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used. This database may not adequately represent the Australian corporate mix. The
response rate of 16% may have introduced an element of self-selection by the
respondents. The changes in business performance measures used in the study are
subjective assessments by respondents. However, subjective assessments are used
frequently in marketing studies and are claimed to be good indicators of objective
measures of business performance (Harris, 2001; Narver& Slater, 1990). The practice
of marketing planning ‘formally’ is used in this study to identify regular use of the
marketing planning technique. The term ‘formally’ refers to the preparation of the
marketing plan as a periodically prepared formal document for action at the specific
intervals used by each respondent’s company. It is intended tomeasure the influence of
commitment by a company to practice regularity in the preparation of the marketing
plan and to strive to achieve its objectives over the plan period. It implies also that the
marketing plan is not an independent document and that it directly and intentionally
responds to other organisational strategic plans.
The respondents in this study are the senior marketing personnel of selected
organisations. However, there can be no certainty that all of these intended
individuals were those who actually completed the questionnaires.
Recommendations for further research
While this study shows that the practice of the marketing planning can benefit an
organisation’s marketing performance, and it appears to support the implementation
of the market orientation strategy, its wider implications need to be studied in more
detail. It is important to verify this finding in other countries representing different
cultures and business practice traditions. Another useful area of investigation would be
the procedure used in preparingmarketing plans in different industries, and inmarkets
at different levels of development.
Additionally, investigation into the possibility of, or even the need for, a uniform
procedure for preparation of a progressive and incremental marketing planning/
replanning procedure should be investigated. The present study concentrates on
larger Australian companies; future studies could include small and medium-size
companies to investigate their use of marketing planning and the benefits that they
may be realising from using it in terms of the implementation of their market
orientation strategy.
This study has established the associations between the marketing planning and
market orientation constructs with the (perceived) business performance indicators
empirically. The follow-up study is being designed to use a longitudinal method
(Dawes, 2000; Gebhardt et al., 2006; Hadcroft & Jarratt, 2007) to investigate
further the changes in market orientation implementation over time.
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